Abstract. This study focused on Total Quality Management (TQM) adoption by
INTRODUCTION
Today, the changes in both local and global competition inform SMEs of the need to improve on their efficiencies. Many researchers (Zhang, Waszink and Winjgaard, 2000; Antony, Leung, Knowles and Gosh, 2002) investigated the imperatives of Total Quality Management (TQM) as a better approach to enhancing efficiency and activeness in effective competition. TQM was viewed as an essential arm of operations management practices that is result oriented, and Heizer and Render (2004) asserted that the adoption and implementation of a set of operations management practices is one of many ways to win the competition in the marketplace. For businesses that would want to meet and exceed the expectations of their customers both at home and abroad, quality management practices is the strategy tool (Fening, 2012) . Global competitiveness is a reality and quality is key to winning in the marketplace (Vokurka, 2001) .
Recently, it has been observed that many small business owners now adopt Total Quality Management to win customers' patronage in Nigeria. Quality management is conceived to be a better approach to distinguishing their entrepreneurial activities in pursuit of a better pay-off in a competitive situation. Mustaph, Muda and Hasan (2011) posited that quality is very important in business today especially with product recalls and investigations as to what went wrong. Though, some SME owner-managers in Nigeria believe that the scope of their business has a great implication on the success or failure of the adoption and implementation of TQM. Few empirical studies (Ramsey 1998; Kuratko, Goodale and Hornsby, 2001) were conducted into finding out the rate and success of implementation of TQM in SMEs. Findings from these studies proved that the rate and success of implementation of TQM in SMEs is heavily insignificant. Studies in this regard are very scanty, but according to Husband and Mandal (1999) , it appeared at the time of their study that SMEs have been very slow in implementing formal quality models, and where they have, the outcomes are inconclusive. Interestingly, this still remains apparent in Nigeria today. With great concern from their study, Fening (2012) stressed that Total Quality Management is seen as a tool to improve organizational performance in both large and small organizations and in any part of the world. The dimensions of the performance outcomes are financial performance, customer satisfaction, product/service quality performance and operational performance (Jaca and Psomas, 2015) . Though, various studies have been conducted to examine the impact of TQM on financial performance, there is still disagreement concerning the effectiveness of TQM (Hansson and Eriksson, 2002) . For example, Sadikoglu and Olcay (2014) asserted that TQM practices improve the financial performance of the firms; as against the research position of Ramsey (1998) and Kuratko et al. (2001) . The factors responsible for TQM adoption by SMEs in Nigeria and the performance outcome of its implementation, in general, drive the focus of this study. Therefore, the main aim of this study is to investigate and analyze factors responsible for TQM adoption by SMEs in Nigeria. The study's specific objectives are:
1. To investigate the rate and success of the implementation of TQM by SMEs in Nigeria (in terms of customer preference, operation efficiency and product/service quality). 2. To investigate the influence of TQM practices on the competitive situation of SMEs in Nigeria.
1. REVIEW OF RELEVANT LITERATURE
Concept of Total Quality Management (TQM)
Total Quality management is an aged concept. According to Jung and Wang (2006) , Total Quality Management has received great attention in the last two decades. A literature review of the previous studies on TQM evolved that researchers and academicians have defined TQM practices in different ways although they are complementary to each other (Prajogo and Sohal, 2003) . In this regard, Sohal et al. (2010) identified five elements such as customer focus, management commitment, total participation, statistical quality control and systematic problem solving. Understanding the first element, Padhi (2016) stressed that total quality is a description of the culture, attitude and organization of a company that strives to provide customers with products and services that satisfy their needs.
According to Zairi (2009) , TQM can be defined as the agreed company-wide and plant-wide operating work structure, documented in effective, integrated technical and managerial procedures, for guiding the coordinated actions of the people, the machines, and the information of the company and plant in the best and most practical ways to assure customer quality satisfaction and economical costs of quality. Pfau (2007) stated that TQM is an approach for continuously improving the quality of goods and services delivered through the participation of all levels and functions of the organization. Tobin (2004) views TQM as the totally integrated effort for gaining competitive advantage by continuously improving every facet of organizational culture. From the various view points of the authors, it could be depicted that TQM practice focuses on man, process and output; and these might have probably led authors into dimensioning TQM. Price and Gaskill (2005) identified three dimensions of TQM as: 1. The product and service dimension: The degree to which the customer is satisfied with the product or service supplied. This involves the product reliability, durability and conformity. 2. The people dimension: The degree to which the customer is satisfied with the relationship with the people in the supplying organizations; 3. The process dimension: The degree to which the supplier is satisfied with the internal work processes, which are used to develop the products and services supplied to the customers.
Dimensions of Total Quality Management
Today's business world has posed various challenges to SMEs and this has often sprung up various researches into how customers can be better served. According to Khurshid, Kumar and Waddell (2012) , QM has emerged as an effective competitive tool amongst these organizations.
Total Quality Management: the cost and success of its practices by SMEs
In Nigeria, it appears that the perception of SME owner-managers is that the cost of quality is tied up with the cost accrued to the production of a standard product. Gharakhani et al. (2013) explained that the cost of quality is considered by both Crosby and Juran to be the primary tool for measuring quality. The cost implication of not adopting TQM is relevant for the explanation of little or no growth or entropy of some SMEs within the shortest period of start-up. In the same vein, Khurshid et al. (2012) expressed that the costs associated with such issues are always significant and may result in the closure of businesses. Logically, a firm with a defective or rejected product will experience hike in the average cost of redoing a quality product, and this affects the financial scale of the business. Crosby referred to it as the price of nonconformance. Gharakhani et al. (2013) stated that the cost of prevention is less than the cost of correction. In addition, any compromise on quality by SMEs could also jeopardize the supply chain, resulting in raising costs because of poor quality (Kumar, 2007) .
The cost of quality analysis will help SME owner-managers to focus on customer satisfaction, and therefore, enhance profitability and vibrant competitive position. According to Fryer et al. (2007) , the importance of TQM practices for implementation is to increase the success rate, reduce delivery time, and prevent disillusioned state with continuous improvement programs. However, SME owner-managers need to bear in mind that the success of TQM practice depends among other on the following:
1. A review in the operating policy and processes for effective quality management. 2. Employee participation and commitment towards quality goal. 3. Customer focus quality management task. 4. Continuous improvement programs 5. Effective communication and teamwork.
Similarly, Ghobadain and Gaellar (1997) recommend that for successful TQM implementation providing clear direction and recognition for employees, an effective communication system, a progressive training program and realistic targets should be included.
However, Gharakhani et al. (2013) summarized the theory of total quality as follows: 1. Quality leads to lower costs as defects are reduced; 2. Quality is made in the boardroom; it cannot be instilled into shop floor without the initiative and commitment of top management; 3. Most defects are caused by the system, not the worker; 4. Inspection is too late; aim to reduce defects during production and eliminate mass inspection; 5. Eliminate numerical quotas, slogans, exhortation and targets for the workforce and promote sustained and continuous improvement of process and quality of output; 6. Drive out fear of change from workers; institute a vigorous program of education, training, and retaining to help the workforce improve continuously and to increase their job security; 7. Breakdown barriers between staff areas and abandon review systems that will destroy teamwork and create rivalry; 8. End the practice of awarding business on price tag alone; look for suppliers committed to quality and develop long term relationships with them.
TQM Activities and small firm competitiveness
According to Anderson and Mc Adam (2004) , the evolution of the business environment over the past four decades has resulted in a need for improvements in business practices. TQM is a philosophy that small firms can use to improve their competitiveness. Khurshid et al. (2012) asserted that the business environment in which SMEs are operating demands quality at each operational step. Quality aspect is one of the most essential parameters in global competition today. The demand for better quality of product by customers in market place has made many companies provide quality product and services in order to compete in the marketplace successfully. To meet the challenge of this global competition, small firms can also invest substantial resources in adopting and implementing total quality management (TQM) practices in their operations. Khurshid et al. (2012) assumed that a rapid adoption of QM by enterprises has become an important determinant of success in the global market. For the adoption and implementation of TQM, SMEs stand the chance of winning the market and competitive advantage, and as well refurbishing their internal operating efficiencies. They need not only upgrade their critical operations and technologies, but are required to put some focus on QM issues as well (Khurshid et al., 2012) . A strategy of high quality leads to a sustainable competitive advantage, (Porter, 1980) . Past studies have reported that the application of quality management practices in SMEs helps them to sharpen their market focus, use their material and human resources more efficiently and improve their competitive position in the market (Ahire and Golhar 1996) . Continuous improvement can enable small scale enterprises to meet the competitive pressures of the global economy head-on, and to develop strategies for making products that are both high in quality and commercially successful. Khurshid et al. (2012) opined that it provides a foundation for the competitive pricing and ways of increasing profit margins. Obviously, competitive advantage required that a small scale enterprise possess one or more of the following capabilities when compared with its competitors, such as lower prices, higher quality, higher dependability, and shorter delivery time. Since small scale enterprises are faced with a competitive marketplace made up of these challenges, continuous improvement can be more than merely a formal or routine system of business management. Such continuous improvement can establish capabilities that will enhance the organization's overall performance (Mentzer et al., 2000) .
Total Quality Management can be a success or failure depending on how well it is planned, implemented, measured and encouraged. However, the success of TQM premises on the communication channels, cooperation and culture embraced by both the SME owners and the employees.
Implementing Total Quality Management
The foundation problem with the workability of TQM is the weak status quo of ownermanagers' knowledge and skills regarding quality techniques. SME owner-managers have the sole-responsibility of conveying the philosophies of TQM to their employees, and this requires distinctive managerial Knowledge, Skill and Attitude (KSA). These among other factors remain essential ingredients of successful implementation of TQM.
However, Padhi (2016) opined that to be successful in implementing TQM, an organization must concentrate on the eight key elements such as ethics, integrity, trust, training, teamwork, leadership, recognition and communication. Padhi divided these elements into four groups as follow:
1. Foundation; which includes ethics, integrity and trust. 2. Build Bricks; which includes training, teamwork and leadership. 3. Binding Mortar; which includes communication 4. Roof; which includes recognition.
Fig. 1 Elements of successful TQM implementation
Source: Adopted From Padhi (2016) The first step in managing quality is building a platform for individual display of competence based on ethics, integrity, trust and recognition. In the real sense, ethics focuses on what is right or wrong as a guiding principle; integrity indicates honesty, moral values, fairness, and adherence to the facts and sincerity (Padhi, 2016) ; and Trust allows decision making at appropriate levels in the organization, fosters individual risk-taking for continuous improvement and helps to ensure that measurements focus on improvement of process and are not used to content people (Padhi, 2016) .
RESEARCH METHODS
The objectives of this study stimulate the adoption of cross-sectional survey method. In their view, Aldridge and Levine (2001) believed that this survey design was useful due to its ability to predict behavior and assist researchers in collecting identical information concerning all the cases in a sample. In line with this, 250 SMEs were selected from manufacturing, textile, agricultural, food processing and service industries without considering the scale for data gathering. The population for this study was 2548. The study determined its sample size of 346 using Taro Yamane method as shown below:
where n = sample size; N = population of the study; e = error estimated at 5% (0.05). 
Fig. 2 Graphical illustration of sample spread across trends
From figure 2 above, it could be observed that the survey cut across SMEs that have existed within a timeframe considered being helpful to this study. For instance, ownermanagers of SMEs that have existed for at least five years were able to provide adequate data and information regarding the subject matter. Alexander, Davern and Stevenson (2010) opined that five years is often used as a yardstick for survival by demographers (to permit greater balancing of statistical power of test). To ensure unbiased data gathering process, multi-stage sampling techniques was adopted and simple random sampling techniques to select its required sample. This whole process of gathering data was carried out in collaboration with twelve research assistants. The instrument used for this study consists of items with 4 & 5-point scale for each. In table 2, it is revealed that 62 respondents (19.2%) fall within the age range of 15 to 25; 59 respondents (18.3%) fall within the age range of 26 to 36; 87 respondents (26.9%) fall within the age range of 37 to 47; 73 respondents (22.6%) fall within the age range of 48 to 58; and 42 respondents (13.0%) fall within the age range of 59 and above. The value of the mean for the frequency of these age group indicates that majority of the respondents are 41 year old. Also, table 2 revealed that 178 respondents (55.1%) were male; and 145 respondents (44.9%) were female. The mode for this frequency of sex (168) Table 3 above indicates that factors such as adequate resource availability with mean score of 2.7, technology advancement having a mean score 2.6, quality assurance knowledge with mean score 2.8, managerial planning with mean score of 2.8, Communication channels with mean score of 2.8, Communication channels with mean score of 2.6, and Cooperation and business culture with mean score of 2.6 respectively were observed to be moderately responsible for TQM Adoption by SMEs in Nigeria. Note: VGE-Very Great Extent; GE-Great Extent; ME-Moderate Extent; LE-Low Extent; VLE-Very Low Extent; Significant at 0.05 level; Cut off Point = Mean + e Table 4 shows the responses regarding the rate and success of the implementation of TQM by SMEs in Nigeria. 85 respondents (26.3%) opined customer satisfaction to a very great extent; 92 respondents (28.5%) opined to a great extent; 59 respondents (18.3%) opined to a moderate extent; 23 respondents (7.1%) opined low extent; and 64 respondents (19.8%) opined very low extent. It is observed that the mean score of customer satisfaction is 3.344 which are greater than the cut-off point. However, this result shows a moderately high indicator of success. This implies that the implementation aspect of quality decision is strategically focused on capturing the interest and serving the demand of the customers satisfactorily without compromising their expectations to a reasonable extent. For question two, the table shows that 84 respondents (26.0%) are observed to have had market share to a very great extent; 53 respondents (16.4%) are observed to have had market share to a great extent; 64 respondents (19.8%) are observed to have had market share to a moderate extent; 79 respondents (24.5%) are observed to have had market share to a low extent; and 43 respondents (13.3%) are observed to have had market share to a very low extent. It is observed that the mean score of responses (regarding market share) is 3.173 which is slightly greater than the cut-off point. Though, the mean score appears to be high; the result shows a weak indicator of success. This implies that market share of SMEs in Nigeria is a less significant measure of their successful implementation of TQM.
DATA PRESENTATION AND ANALYSIS
Question three focused on financial performance as an indicator of success in the implementation of TQM by SMEs in Nigeria, the table shows that 102 respondents (31.6%) agreed to a very great extent; 47 respondents (14.6%) agreed to a great extent; 50 respondents (15.5%) agreed to a moderate extent; 87 respondents (26.9%) opined low extent; and 37 respondents (11.5%) opined very low extent. The table depicts that the mean score of responses based on financial performance is 3.279 greater than the cut-off point. The mean score shows that financial performance is a moderate indicator of success. Hence, financial performance of SMEs in Nigeria is an evidence of moderate implementation of TQM.
Question four focused on process improvement as an indicator of success in the implementation of TQM by SMEs, the table shows that 24 respondents (7.4%) agreed to a very great extent; 142 respondents (44.0%) agreed to a great extent; 86 respondents (26.6%) agreed to a moderate extent; 15 respondents (4.6%) opined low extent; and 56 respondents (17.3%) opined very low extent. The mean score of these responses is 3.195; greater than the cut-off point. This shows that SME owner-managers have not given severe attention to process improvement recently. Hence, process improvement of SMEs is weak indicator of successful implementation of TQM in Nigeria.
Question five focused on product/service quality as an indicator of success in the implementation of TQM by SMEs, the table shows that 73 respondents (22.6%) have improved to a very great extent; 83 respondents (25.7%) have improved to a great extent; 97 respondents (30.0%) improved moderately; 25 respondents (7.7%) improved to a low extent; and 45 respondents (13.9%) improved to a very low extent. The mean score of these responses is 3.353; greater than the cut-off point. This shows that SME ownermanagers have given moderately severe attention to product/service quality improvement recently. Hence, product/service quality improvement of SMEs is a moderate indicator of successful implementation of TQM in Nigeria.
However, rate and success of implementation is taken as the performance outcome of TQM adoption by SMEs in Nigeria. The findings of this present study thus agree with the results of Sadikoglu and Olcay (2014) which revealed that different TQM practices significantly affect different performance outcomes. The findings above advance the studies of Ramsey (1998) and Kuratko et al. (2001) which proved that the rate and success of implementation of TQM in SMEs is heavily insignificant. It is lately discovered that TQM implementation has assumed a moderate success in SMEs. SME owners' emotional attachment, communication, knowledge, skill, commitment and other efforts towards ensuring customer satisfaction, better market share, financial performance, process improvement and product/service quality are significant to moderate implementation of TQM in Nigeria.
CONCLUSION AND RECOMMENDATIONS
The adoption of total quality management by SMEs is subject to many factors such as adequate resource availability, technology advancement, quality assurance knowledge, managerial planning, communication channels, cooperation and business culture respectively. These factors appear to be moderately responsible for TQM adoption by SMEs in Nigeria.
The rate and success of implementation or the performance outcome of TQM adoption by SMEs in Nigeria seem to have a positive relationship with TQM practice. It remains unnoticed to a very high degree that TQM has influence on SMEs' performance outcome. The underlying fact is that different performance outcomes are subject to different TQM practices. The position of some studies with the reverse result that the rate and success of implementation of TQM in SMEs is heavily insignificant may be probably defective. The empirical verification proves that TQM implementation has assumed a moderate success in SMEs from Nigeria with concomitant performance outcome. TQM is the continuous improvement of quality to meet expected outcomes. There is no way TQM can be left out of business success today, especially with product recalls and investigation problems and proffering solutions. Thus, the practice of TQM is another strategic option that can enhance viable performance outcome, and subsequently, competitive advantage of any small firm at the marketplace.
Based on the findings of this study, it is recommended that: 1. SME owner-managers should invest substantial resources in adapting and implementing Total Quality Management (TQM) in their operations so that success and viable performance outcome can be achieved. 2. SME owner-managers should select and use the most convenient tool of Total Quality Management. 3. In the course of adoption of TQM, SME owner-managers should take into consideration factors such as adequate resource availability, technology advancement, adequate quality assurance knowledge, effective managerial planning, effective communication channels, cooperation and well designed business culture for organizational family affairs. 
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